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ABSTRACT

The Army must develop leaders who are capable of managing
uncertainty and change; leaders who can intellectually inncvate.
Intellectual change and innovation is the basis of apprcpriate
and enduring physical/organizatinnal change. How an oxganization
learns from experience impacts on how 1t anticipates the future.
and how 1t adapts to function effectively in the current
environment.

Transforming the Army into a learning organization will allow
the Army to institutionalize the fostering of intellectual
innovation because learning, anticipating, and adapting to manage
change are the norm. Individuals’ emotiomal and intellectual
maturation impact on their ability to learm. If they can not
learn they can not lead because theay will be incapable of
participating in team development/learning.

Restructuring the Army’s aducation by combining the concept
of the 21st Century classrocom and the experiential learning
method of imstruction would encourage team development/learning
and revitalize the Army’s educaticn system. Restructuring of the
education system would require restructuring the promotion
system.

The Army would have to develop a shared vision and
collectively define success in terms of ilastructor staff, and
command assignments. Restructuring of the promotion system would
reduce compatition and encourage cooperation. Reduction of
competition reduces the fear and penalty of failure that inhibits
innovative behavior. Reduction of fear encourages the
organization’s members to challenge and change our warfighting
doctrine. The vision of the Army as a learning organization in
which intellectual innbvation is continually fostered is powerful
and achievable.
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ABSTRACT

The Army must develop leaders who are capable of managing
uncertainty and change; leaders who can intellectually innovate.
Intellectual change and innovation is the basis of appropriate
and enduring physical/organizaticnal change. How an orxganization
learns from expaerience impacts on how it amticipates the future
and how it adapts to function effectively in the current
environment.

Transforming the Army into a learning organization will allow
the Army to institutionalize the fostering of intellectual
innovation because learning, anticipating, and adapting to manage
change are the norm. Individuals’ emotional and intellectual
maturation impact on their ability to learn. If they can not
learn they can not lead because they will be incapable of
participating in team development/learning.

Restructuring the Army’s education by combining the concept
of the 21st Century classroom and the experiential learning
method of instruction would encourage team development/learning
and revitalize the Army’s education system. Restructuring of the
education system would require restructuring the promoticn
system.

The Army would have to develop a shared vision and
collectively define success in terms of instructor staff, and
ccmmand assignments. Restructuring of the promotion system would
reduce competition and ancourage cooperation. Reduction of
competition raduces the fear and penalty of failure that inhibits
innovative behavior. Reduction of fear osncourages the
organization’s members to challenge and change our warfighting
doctrine. The vision of the Army as a learning organizatiom in
which intellectual innovation is continually fostered is powerful
and achievabla.
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The times we live in are times of profound
change, dramatic and fundamental change -
political, ideological, and technical. We must
adapt to that change, and we must grow.

GEN Gordon R. Sullivan, 25 May 93

INTRODUCTION: THE CEALLENGE OF CHANGE

The continuing patterns of unprecedented and unexpected
events from the past four years indicates that the rest of the
twentieth century will be a period of tumultuous change.’
Change of this magnitude will challenge the Army’s senior leaders
and create uncertainty in the national and international
community. The Army 1s at a crossroads. The Army’s leadars can
either be convrolled by the change and find themselves always
trying to adapt or they can embark on a path that allows them to
", . . control rather than react to change.®® History is
replete with examples of military organizations that failed to
innovate and control change. If the United States Army fails to
anticipate change and has to react to events it fails to control
the result could well be disaster or defeat in a future conflict.

There are three methods of controlling change; reducs
uncertainty, manage uncertainty, or a combination of both.
Reduction of uncertainty drives dacision making closer and clossr
to simple yes or no choices. Hanaging uncertainty drives
decigion making towards the most flexible course of actiomn.
Reduction of uncertainty empcowers individuals. If, with all the
releavant information, the decision 1s a simple yes or no the

threat of making a bad choice is minimal. In this case there is



less need to seek comsensus. Coanversely, wien managing
uncertainty there iz no definitive answer only probabilities;
The threat of making a wrong decision is always present.
Consensus is required to improve the probability of the chosen
' course of action by getting everyone to work towards the same
purpose.

Some thecrists bellieve technology allows man to reduce

vncertainty. This is a major theme in the book War and Antiwar

by noted futurists Alvin and Hiedi Toffler. They believe that
the mastering of informational technology by current econcmic
powers will lead to a new period of ecomomic development. A
period of development in which economic powers create wealth and
power by managing information technology.® Pursuit of
technology that can reduce uncertainty is a worthy goal,

However, uncertainty has not yet been eliminated nor will it
be in the foreseeable future. Therefore the Army must cdevelop
leaders who are capable of managing uncertainty and change;
leaders who can innovate. Cbief of Staff of the Army, General
Gordon R. Sullivan believes that intellectual change and
innovation by the Army’s leaders will be the basis of appropriate
and enduring physical or organizational change as the Army
transforms during the transition into the 21st Century.!

This is a theme supported by research into the causes of
numerous military failures in war by Eliot A. Cohen and John
Gooch, professors of atrategic studies at the Naval War College.

They classify tha military failures in terms of faillures to

[ 3



learn, anticipate, adapt., or any combinati&n thereof.® In each
iilitary failure examined physical/crganizational change could
not occur until the existing organizational and personal
paradigms were ldentified, challenged and changed. Changing
these existing paradigms required intellectual innovation.®

Cohen and Gooch believe that intellectual innovation can be
maximized and military misfortune min*mized by an organization
that is capable of learming, anticipating and adapting. ". . .
Military organizations must reflect upon past experlience
(hiastory) to gainm an appreciation of the environmental conditions
influencing the choices made that lead to defeat or victory.
Learning from the past must pracede and pre-empt defeat in the
future.” When miiitary organizations look at future wars, they
must anticipate the politico-military conditions of the war and
congider the <x=my’/s +osilce te fUlly grasp Low the differsnt
levels of war will interact to direct and shape each other.® If
an organization is to successfully adapt during war, then it must
prepare organizationally to critically analyze the lulcial
operatiocnal aexperiences. This analysis should determine the
validity of the assumptions the theory, doctrine or tacticas are
based on, and the organization must adjust. The organization
must be prepared to continue learning during war.’ How an
organlization learns from historical and recent experience impacts
on how it anticipates the future and how it adapts now to

function effactively in the current environment. (See Figure 1)
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FEEDBACK / LEARNING
FIGURE 1

Learning, anticipating and adapting are functions of how
individual people within the organization interact within the
hierarchical structure. The norms that govern these thrae
functions are driven by the institutiomal paradigms of
interpersonal interaction adopted by the organizatiom over
time.!® The organizations that will excel in th; future will be
the organizations that discover how to broaden their
institutional and members’ paradigms of interperscnal
interaction. Broadening these paradigms will increase the
organizations ability to learn, anticipate and adapt at all
levels.!* These organizations will be known as “learning
organizations* because the people will be *. . . continually

learning how to learn together,*?

Learning organizations will
be capable of continuocusly controlling change instead of reacting
to changa. Transforming the Army into & learning organization is
the way to institutionalize the fostering of intellectual

innmovation.




This monograph summarizes recent personal development and
orga—.izational development theories and outlines the requirements
for creating a learning organization in Section I. The Army’s
education, personnel assigument, and promction systems are
analyzed in Section II in terms of these requirements to
determine how these systems affect the Army’s effort to transform
into a learning organization. The last section provides
recommendations and identifies areas requiring further research
to enhance the Army’s transformation as it moves into the 21st

Century.

SECTION I: THE THEORY FOR CHANGE

Cohen and Gooch’s analysis challenges the paradigm that
military misfortune is the fault of the commander. In fact, the
key assertion of their analysis 1s, "True military misfortunes
can never be justly laid at the door of any one commander. They
are failures of the organization, not of the individual.*®
Cohen and Gooch do not absolve commanders of all responsibility
for military misfortunes. They do emphasize the need to examine
the commanders’ actle. . within the context of the organization in
which they were developed and ths impact the crganization had on
the commanders’ physical, intellectual, and emotional abilities
to act.* According to Cohen and Gooch there is both a personal
and organivational component that makes intellectual innovation
either poasible or impossible. There is evidence that by

focusing on the principles of human interaction individuals can



broaden their personal and their organizations’ paradigms of
interaction. One ieading authority in this area, Dr. Steven R.
Covey*® focuses on the fundamental idea that human effectiveness
is governed by principles. These principles are natural laws in
the human dimension of life that are just as real and powerful as
the laws of gravity in the physical dimer - .on.!® He argues that
understanding these laws and the process of developing the habits
necessary to abide by these laws are e keys to broadening one’s
perspective on personal interaction ~nd achieving personal _
fulfillment and success in life. Covey’s theory illustrates the
process by which individuals can develop these habits.

Dr. Peter A. Senge,’” another authority in this field,
contends that individuals must master themselves befcre the
organization can tap into their potential. Senge espouses the
idea that organizations tﬁat learn how to synergize people’s
commitment and desire to learn from the lowest level worker to
the highest level executivn will truly excel in the future.®
Senge’s theory builds cn Covey’s work by illustrating how an
organization can tap ‘nto the potential of its members who are
working towards perscual mastery, to broaden the organizations

perspective and enhance tha crganizations effectiveness.

A: COVEY’S PERSONAL DEVELOPMENT THEORY
Dr. Steven R. Covey identifieas two fundamental but
dichotomous approaches people pursue to achieve personal success.

He identifies them as the "Personality Ethic" and the "Charactex



Etkic.®* The *Personality Ethic* views success as a functiom of
' personality and public image. It encourages the uge of
manipulative and deceptive techniques to gain friemds or support
by faking interest in their opinions or hobbies.?® The basic
thrust of the personality ethic is *. . . quick fix influence
techniques, powar strategies, communication skills and positive
attitudes.®?®

*"The Character EKthic" bases its success on the integration of
habits based on human law principles into one’s character. The
"Character Ethic® teaches that the development of integrity and
fundamental character strangth is the only meau. to experience
true success and long-term bappiness. This developmental and
integrative process requires personal commitment and time.?

Covey balisves the first approach, “The Personality Ethic,-
is flawed becaus@e it promises the achievement of xich rleep
relationghips with others without having to go through the
personal work and grewth naturally requirasd to make these
relrtionships possible.’®> He explains tha effectiveness of the
*Character Ethic" by examining the power and impact of paradigms.
He definas a paradigm as how we "gee® the world in terms of
perception, understanding, and interpretation.?®® Paradigma
create the lenses through which we intarpret the world. They
shape how wa mee current reality and how we bellave 1t ought to
be . These lenses are a result of one’s culture, personal
experience, and learning. We assume that how we see things is

simply how things arc. The assumption that our percepticn is



correct influences how we anticipate the future and adapt to the
present; our attitudes and behaviors.?® Thersfore our

character, what we are, is very much interrulated to how we szee
the world.?®

Cne only has to experience a paradigm shift to realize that
it is possible for two people to luok at current reality and
perceive two completely differemt things. Both perceptions can
be right, based on the lenses through which we view the ¢ «<:t.
To change our attitudes and behavior, how we anticipate and
adapt, we must examine the basic paradigms from which those
behaviors and attitudes flow.?’” Before we can change our
paradigms, we must first realize they exist and then we must be
willing to question and challenge them. By challenging our
paradigms we will learn abcut ourselves and learn to sea the
world differentliy. We will broaden our perspective.

Supporting Covey’s theory is the principle of process. He
discusges the sequential stages of growth and development that
children and adults go through. Each stage bullds on the next.
For an adult this development is fostered in terms of entering a
relationship with a peer or boas, becoming a part of a group or
learning to communicate effectively.?® He implies, if we are
willing to accept this principle of procesa then wae must doubt
the effectiveness of the personality ethic which attempts to
short cut this natural procnss of personal growth.?

Covey‘s methodology is *®* . . . a principle centered,

character based, ’inside-ocut’ approach to personal and



interpersonal effectiveness."’® (See Annex A} To golve a
problem or build a lasting relatiomshilp, we must first examine
our paradigms, our character and our motives. We must admit tﬁat
possibly the way we perceive the problem is the proklem itself.
We must focus on ourselves ingide and be honest with ourselves
before we can focus on gomeone else outside and bs honest with
them. Covey’s habits follow the natural process of development.

Covey defines habits as the intersection of knowledge,
skills, and desire. To create a habit requires the doctrinal,
and theoretical paradigms, the what to do and why or knowledge;
the ability to apply the knowledge, skill; and the motivation,
the want to do, desire. By changing our habits and creating new
habits we can continue to grow to new levels of interpersonal
effectivenesas. According to the inside-out approack, as we
mature we pass through three stagea of physical, emotional and
intellectual growth. We grow from a state of dependeunce to
independence to interdependence. (See Figure 2)

LEARNING NTICIPATING ADAPTING

oavY DOCTRING T ARLICATION Y \J

FEEDBACK / LEARNING
PIGURE 2



We move up this maturity continuum by maintaining a desire to
grow and learn and acquiring the knowledge and self awarenass
needed toc broaden our lonses.

In a2 dependent state we need or let others take carse of us.
We interact with others based on scmeone else’s doctrince and
interpretation of events. When we analyze these interactions we
blame any pocor results on everyone but ourselives. We can
transition to independence in which we are self reliant, once we
build the foundation of self-control, personal leadership, and
discipline necessary to build golid relationships with others.
We realize we are capable of interpreting reality for ourselves
and detecrmining how to apply our own doctrine of human
interaction. When we analyze our interaction with cthers we
axamine it on two levels. First we determine if the manner in
which we acted (application) evoked a defensive response then we
determine if our doctrine of interaction (anticipation) caused us
to judge prematurely.

As we strive for interdependence we focus on our ability'to
interact with others. We become intellectually and emotionally
capable of accepting complete responsibility for our lives and
our impact on others lives. We seek to combine our efforts
towarda growth with the efforts of others to achieve a
synerglotic effect. We realize we can challenge the current
theories of human interaction based on the personality ethic and
regeript those theories in terms of the character ethic. Because

we are influencing othexrs, ". . . the moment you step froum
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independence to interdependence in any capacity, you step intoc a
loadership role.®"?® Sustaining cur interdependence allows us to
enjoy the fruit of deep relationships and meaningful
interpersonal interaction.®

Our physical, emotional and intellectual maturity do not
precede in unison. Physical maturity is a process we do not
control. We can cecntrol our emotional and intellectual
maturation by mastering Covey’s habits.?® Covey’s methocdology
is the means to develop the personal componeat so critical to

intellectual innovation.

B: SENGE’S ORGANIZATIONAL DEVELOPMENT THEORY‘

Senge believes that the five disciplines described in his
book are,®*. . . gradually converging to innovate learning
organizations.’* Senge examines the five disciplines of
personal mastery, mental models, team learning, shared vision and
gsystems thinking and explains how they can broaden the
organization’s paradigms of interpersonal and group interaction.
He dascribes and redefines the role of the organization as well
as the workers and the leaders.

Senga states that organizations learn only a@ a result of
individuals wheo learm. Orgaanizational learning is not guaranteed
by individual learning. Yet, & lack of individual learning does
guarantee a lack of organizational learning. Senge’s concept of
perscunal mastery, like Covey’s theory, smbodies constantly

clarifying what is important as well as always striving to see
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currant reality more clearly. Senge agrees with Covey that
individuals who achieve pexsonal mastery take moxe initiative and
gsee themselves as having a larger role and a deeper sense of
respousibility in their work. Covey says they become leaders;
Senge calls them learmers.’® Covey diascusses the importance of
self-renewal. Senge introduces a similar concept when’he defines
creative tension as the force that comes into play when an
individual acknowledges a gap between his personal vision and the
current reality. The tension is creative because it motivates
the individual to continue learring how to achieve the vision.
Por this reason Senge identifies personal mastery as the
spiritual! foundation of a learning organizatioﬁ.” The
continuous desire and ability of an organization’s members to
learn, establishes the upper limits of the organization’s ability
to learm.

Senge agreas with Covey’s assertion that individuals who
strive to achieve interdependance assuma a leadership role. He
states that the most powerful taing a leader can do to influence
others to strive for perscnal mastery 1s set the example through
his quast for personal mastery. The foundation of Senge’s
leadership astrategy is providing a role model.”

Senge introduces the concept of mental models to convey both
organlzational and personal tacit paradigms exist. Thesae
paradigms can not be broadened until they are identified by the
organizational subgroups and examined for relevancy. The

individual group members must know how to balaunce advocacy with



inquiry while engaged in dialogue for this to occur. The members
must expose their thinking and assumptions to the others. The
group can enter into dialqgug or thinking together and challeage
‘those assumptions and models and not each other.3*

Teanm Learning is the rssult of group dialogue. The members
thinking influences and is influenced by others. Senge supports
Covey’s assertion that we can influence others once we
demonstrate we can be influenced.’® To enter into true dialogue
all members of the team despite their hierarchical pesition or
title, must be considersd as intellectual collsagues and leaders.
This eliminates the normal individual and group defensive
behavior allowing the team to more easily surface their mental
models. Team learning is critical because learning teams are the
fundamental building blocks of a learning organization.*’

The ability to create and maintain a shared vision of the
futurc has inspired groups of people throughout history. By
articulating a vision that encompasses mutually agreed upon
goals, genuine organizational commitment *o the vision is created
instead of just compliance. An organization can not depend on
the arrival of a charismatic leader or a crisia to develop a
shaced visiusa. Usually once the leader and/oxr crisis passes, so0
doeaz the visiou. Organizations must institutiowialize the process
of creating and ma. itaining a shared vision by tapping into the
visions’ of its’ nembers.*

Senge user the example of the hydrological aeycle or sy:stem to

illustrate syasteme thimking. Rainfall. runoff, evaporation aad
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wind current are separate events that are distant in time and
space yet part o¢f a pattern that repeats itself. To umderstand
an area pattern of precipitation, we must understand the flow of
the hydrological cycle; we can not just study the individual
partg in isolation. Senge contends that just as there are
patterns in nature, there are patterns in organizational and
human interaction. Systems thinking is based on 50 years of
research aimed at clarifying the patterns of organizational and
human interaction. If we understand the systems, we can
influence the patterns and flow of interactiomn.*?

Perscnal Mastery motivates individuals to continually learn
how they create their current reality. Team learning enables the
group to determine how to overcome the individual weaknesses of
their mental models ard capitalize on their collactive desire to
learn. Team learning providea the group with the capability to
challenge the organizational mental models and clearly define
current reality. Knowing where they are, the group can now
define where they want to go by buildiag a shared wvision.

Systems thinking is the integrative discipline. It provides
the means to translate the thecry intec a doctrine that can be
appliad to identify how to influence the patterns of human
interaction and maintain the creative teusion between an
organizations’ wvisiom and current reality.* Systems thinking
sees the world holistically. It provides a framework for
identifying interrelationships and patterns of change instead of

static snapshots of svents. Focusing on the patterns of change
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allows us to identify the underlying structures and
context/conditions of highly complex situations to determine
where we can achieve high leverage.*

Systexws thinking differs from the systems analysis routinely
employed by management analysts. Systems analysis is designed to
handle detail complexity in which there are numerous wvariables
and the caus#l raelationships betwsen the variables are easily
identifiable and linear. "Pert®™ diagrams are an excellent
example of a systems analysis approach to solving a detailed
complex problem. Svstems thinking deals with dynamic complexity
in which the casual relationships between variables are aubtie,
hard to identify and non-linear. Developing a promotion system
that rewards and encourages caresr progression through c¢cmmand
and staff assignments a&s well as instructor assignmeants in the
numerous army schools, is a dynamically complex problem.*

Key to understanding systems thinking is the concept of
feedback. Feedback is defined as any reciprocal flow of
influence in a system in which each influence iz both a cause and
effect. This is possible because systems thinking see’s the
dynamically complex world in terms of cirecles of influence rather
than linear progressive patterms like pert diagrams. The systems
perspective forces people to realize they are apart of the
feadback process not separate from it. Therefore they influence
and are influenced by the system and share responsibility to

varying degrees for any of the zystam’s problemns.*t
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Systems thinking recognizes reinforcing/amplifying and
balancing/stabilizing feedback processes. Reinforcing/amplifying
feedback generates growth or decline where small changes in
either direction are amplified into greater and greater growth or
decline. An example of a ieinforcing loop in action is the
frquegt pattern of leader development in which superiors do not
recognize the impact of their expectations on subordinates
growth. Superiors identify ~ertain subcrdinates as possessing
potential and lavish them with developmental mentorship. When
these subordinates continue to perform superbly, the commanders
feel their actions were justified and they provide additional
mentorship. However, those initially perceived as having lower
potential receive little or no mentorship. Scon the subordinates
labeled as low performers become disinterested and create a self-
fulfilling prophecy that in turn justifies in the superior minds

the lack of mentorship.Y

Failing to recognize their pattern of
leader development, superiors implicitly declare that only select
leaders are worthy of developmental mentorship without clearly
delineating the evaluation criteria for selection as one of the
worthy.*

Balancing/stabilizing feedback is generated by goal oriented
behavior. Senge compares balancing feedback to a car’s brake
systam. If wa want a car to remain stationary the brakes will
prevent it from moving. If we want a car to accelerate to the

speed limit the brakes will allow it to achieve but not exceed

the limit.* Balancing feedback is generally harder to detect
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than reinforeing feedback because it prevents or limits action,
making it appear as if nothing is happening.®

In addition to the two types of feedback, system thinkers
must comprehend the comncept of delays. Delays cccur when the
influence of one variable on another is not immediate. Delays on
balancing procesﬁes cause us to oscillate around our limit.
Delays on reinforcing processes cause us to perceive 2 tamporéry
advantage resulting in an escalation of our efforts. The
commanders who see the immediate benefits of their selective
mentorship but fail to see the long term damage of their neglect
of the other officers are a perfect example of the influence of a
delay onra reiﬁforcing process.™

Systems thinking allows us to categorize and organize the
conditions/context surrounding recent or past experience and.
identify detail from dynamic complexity. Understanding the type
complexity we are reacting to, emablez us to focus on discerning
the structural patterns and then eliminating the structural
causes of the problem instead of providing symptomatic
solutions.™ Continued practice with systems thinking provides
the tools necessary to anticipate rather than react to problems.
Viewing an organization in terms of feedback loops and delays,
allows us to discern tha dynamically complex conditiouns
influencing aventa. Understanding these conditions enables us to
perform a pattern analysis of the numerous subsystems that makeup
the organization so we can anticipate potential problems before

they become issues.®
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Using systems thinking as only a problem solving tocl fails
to capitalize on the technique’s greatest ;otential; generative
learning. Systems thinking, through the integration of the other
four disciplines, not cnly enables us to anticipate and adapt to
the problems encountered in our current hierarchical
organizations,’ but simultaneously allows us to create new
organizational perspectives in which innovative intéliectual
learning, anticipation, and adapting combine to control and
manage change.

Leaders not managers create learning organizatiomns. "They
are responsible for building organizations where people |
continually expand their capabilities to understand complexity,
clarify vision, and improve shared mental models - that is thay
are responsible for learning."’® Leaders enable others to learn
by desigring the learning processes which facilitate the
broadening of perscnal and institutional paradigms.’® Leaders
teach. They teach pecple how to master and apply the five
disciplines. They teach pecple to view reality in terms of
events (adapting), patterns of behavior (amticipating), systemic
structure, and vision/purpose (gemerative learning.) They
demonstrates by action that effective leaders understand all four
lavels but focus their attention on vision, the way of the
organization, and systematic structure, the how.?

Organizational leaders act as stewards, providing meaning and
vision for the day to day and long term activities. The leader’s

vision defines where the organization is going and why it exists
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within the context of it’s influence on society and society’s
influence on it; The leader’s vision acknowledges the
organization is a part of and not separate from society. The
leaders’ designing and teaching efforts benefit the members of
the organization and soclety. This link to society and the
emphasis on empoweriung the organization’s members through
personal mastery and systems thinking, are key to maintaining the
organization’s creative temsion. Every thing the members of the
organization do at work and home contribute to the betterment of
scciety and their own fulfillment because they are a part of and

not separate from society.”

C: THE REQUIREMENTS OF A LEARNING ORGANIZATION
Senge’s theory agrees with Cohen and Gooch’s analysis that
intellectual innovation requires both personal and ovganizational
components} Senge goes beyond Cohen and Gooch theorizing how to
develop an organization that is capable of continuous learning,

anticipation, and adapting. (See Figure 3)
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His theory focuses on the intra and intergroup in;aractions
that shape how separate organizational teams induce theory,
deduce doctrine, apply doctrine, and amalyze recent past
exparrience., These separate teams form the organizational
paradigms through which all feedback is filtered. The breadth of
pefspective for each team is a function of the breadth of
perspective of the team members. Therefore members following
Covey’s methodology to achieve interdependence are essential.

The free flow of feedback through the entire system is
necessary to constantly challenge the current theoretical and
doctrinal assumptione and prevent the calcifying of the
organizations doctrine. Additionally this feedback provides the
key to identifying new emerging patterns of interaction or
uncovering new systemic structures such as learning
organizations.

' If the organizational teams/paradigms are resistant to
feedback/learning then the organizations ability to learnm,
anticipate, and adapt are inhibited. Current e¢veants keep an
organizations doctrine grounded in reality. A holistic ahalyais
of past and recent experience provides a vision of what is
possible in the futura.

Peter Senge quotes the CEQO of Shell 0il Corporation 2 'ie de
Gues® who sald, "Organizational learning occurs in three ways:
"Through teaching [gemerative learming], through changing the
rules of the game [anticipating], . . . and through play

[adapting] ."*° This statement provides a framework for
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outlining the requirements of a learning osrganization. Arie de
Gues does not mention the first requirement of a learning
organization, members committed to achieving interdependence or
perscnal mastery, because without them you car not have
organizational learning.

The second requirement of a learning organization is an
education systen that enables the crganization te retain it’s
creative tension sncouraging the achievement and sustainment of
interdependence and personal mastery by its members. Covey and
Senge agree that individuals who strive to achieve personal
magtery are accepting the mantle of leadership. It is incumbent
upon the educafion system to teach the other four disciplines
with the aim of developling leaders who are desigmers, stewaxrds
and teachers.

Howeveyr, aven 1f the organization sets up the education
system as described, it will be for naught if the members must
compete against one another. #“Competition has its place in the
markatplace or against last years performance. . . . but
cooparation in the workplace is as important. . . as competition
in the marketplace.*® Both Covey and Senge agres that
organizational structures can influence individual and group
behavior. They believe that organizations must change their
structures and processzes of interaction to encourage cooperation
not competition. This will maximiza the potentlal vf all membars
of the organization.®’ The amplacement of win/win systems for

compensation and personal management is the third requirement of
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a learning organization.®® Win/win systems suck as these,
provide a means to constantly %change the rules of the game® as
the organization evolves to meet the dynamically complex forces
it must face in today’s world.

The most effective way to learn is through practice.® Just
as athlete’s and musici#ns must practice to develop and sustain
their skills, so must leaders. The fourth requiremeat of a
learning organization is to provide leaders at all levels with
the practice/playfields neceassary to generate future learning.
Senge calls these practiée/play fields micro-worlds. He states,
*" ., . micro-worlds ‘compress time and space’ so that it becomes
possible to experiment and learn what the consequences of our
decisions are in tho future and in the distant parts of the

organization.®®

Thess structured learning experiences aim at
identifylag or discovering future strategic opportunities or

discovering untapped leverage within the organization.®

SECTION Il: DOES THE U.S. AR{Y HAVE ANY LEARNING
DISABILITIES?®
The Army’s performance ir Desert Stoxrm was proof of the
quality of the soldiers and leaders at all lavels. The Army has
an abundant supply of deeply motivated, enexgetic soldiers who
are always striving to improve thelr effectiveness. Soldlers and
leaders who are exposed to the latest development theoriea during
the education proceis will move toward their quest of

interdependance and personal mastery.
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The Army’s education system is one of the three pillars of
the Army’s Leader Development Program. The leader development
program comsists of educatiocn, unit experience, and self
development. The program is based on the concept of progreasive
development. Officer’s are taught the base skills and knowledge
required to perform at a desired level. The officer is then
assigned to a position consummate with his new skills and given
the opportunity to continue learming through experience. Based
on his superiors’ and cwn assessment the officers pursues
additional self development to improve his performance. TUpon
receipt of a number of successful Officer Evaluation Reports
(OER) an officer moves to the next level of responsibility and
the developmental process beginsg again.®

The education pillar is critical since it is the first step
of development at each level., The education will influence éhe
initial lenses through which an officexr views the rest of his
development at that level. If the education system is going to
sufficiently broaden the individual and organizational paradigms
and create a learning organization then it must concentrate on
tear learning and systems thinking. An examination of the
overall Army education system 1s beyond the scope of this paper.
Yet, a general critique of the Command and General Staff Colleges
(CGSC) curriculum illuminates some pressing issues.

The primary focus of tha CGSC Program of Instruction is the
procedural and techuical skillas required to be a divislon, corps

and joint staff officer. The maethods of instruction include

23



lectures, individual and group practical exercises, quizzes,
written reports and written exams.®® The core courses’ levels
of learning cover the sgpectrum f£rom knowledge through
evaluation.”® |

The ilastruction is geared towards the median level
students.” The initial core courses focus on the fundamentals
of combat and logistic operations at the tactical level of war.
The initial courses also include instruction on basic training

management, military law, and leadership. The core curriculum

then transitions to combat and logistic operatioms at the
operational level of war in a joint and combined environment.”?

The methods .£ evaluation are objective written exams and
subjective observations of class participation and group work.
The evaluations orient primarily on individual effort. The
evaluations of group work focus on the product and procedure and
not the interpersonal process used while producing the
product.” Also all academic awards reward individuals effort.
There are no academic awards for group work.”

CG3C, the trangition point for officers moving to the field
grade level of development, does not reinforce the paradigm of
team learning so critical to the development of a learning
organization. Progrespive change in the manner & perason
interprets experience occurs in direct respomse to experiencing
the limitations of onas current paradigms rather than being
taught a better way of interpreting experience.’” Structuring

the CGSC POI to orient on the bottom fifty percent of the class
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means that the top fifty percent is generally not granted the
opportunity of experiencing the limitations of their current
paradigms. By not conducting any practical exercises in which
there is the opportunity for dymamic interaction between students
acting as the opposing force (OPFOR) and students acting as the
friendly force, students are not effectively forced to challenge
the organizations doctrinal and theoretical paradigms.’

Inscituting a POI in which the goal is to develop competent
corps, division and jnint staff officers but these officers avxe
never required to do a complete detailed staff estimate or write
a complete corps, division, or joint task force operations plan
(OPLAN) is counterproductive.” The axiom that "we must train
the way we fight®" should be modified to "we must educate the way
we train.® The first time a majority of CGSC graduates will
participate in a complete s_aff estimate and help write a
complete OPLAN will be when they are in their unit. This initial
experience may occur during their units Battle Command Training
Program (BCTP) Warfighter Exercise. BCTP orients on evaluating
the effectiveness of division and corps battle gtaffs and
requires complete staff estimates and OPLANS. If this is the
standard in the field then students should be held to this
standard in the school house.

Finally, by focusing on content and procadure and not ths
interpersonal processes used to accomplish the training
cbjectives, CGSC becomes a trade school providing akill based

training. Axrmy education under the Army’s rubric of leader

25




development is supposed to expand an cfficer’s frame of
reference.’”® 8kill based training programs do not significantly
impact onr a person’s paradigm for interpreting experience and
generating self motivation.” CGSC’s contribution to leader
developmenrt is marginalized.

The third requirement of a loarning organizatlion is the
emplacement of win/win systems that promote cooperation not
competition. Dr. Stephen Peter Rosen, Associate Professor of
Government at Harvard scates in his book, Winning the Next Wax;

Peacetime innovation has been possiblc when

gsenior military officers with traditional

credentials, rescting . . . to a structural

change in the security environment, have acted to

crnate a new promotion pathway for juniox

officers practicing a new way of war."
The key resources for peacetime innovation was talented
personnel, time, and information, not mcney. Those ssenior
officers who could attract and protect talented personnel were
able to produce innovative military capabilities. Accordin. to
Roeen, changing the rules in a military bureaucracy requires
gaining control of the officer promotion system and changing the
promotion criteria.®

Rosen’s statesments are an indictment of the strength of a
buraeaucracy. The new organizational theories identify
bureaucracy as a major inhibitor of organizational learning. The
top down diractive method of change described by Rosen does not

aim at organizational team building or aid in the development of

a shared visiom. Instaad, it is clique building. Information is



not shared but withheld until the clique can use it to obtain
maximum leverage within the bureaucracy. This process focuses on
the win/lose paradigm of human interaction.®® The paradigm of
win/loze pervades the Army’s promotion gystem which is the key
means of compensating an officer’s Bervics.“l

Promotion boards review all Officer Evaluation Reports (OER)
in an officer’s file to dstermine if thelr potential and
performance over time warrant promotiomn and or command. Only an
officer’s immediate hierarchial superiors provide the written
input on the OERz., No input is allowed from the officer’s
immediate peers or subordinates om the OER itself. The senior
rater must assegs each officer’s potential and assign them into
one of three board categorieas; above, below, or center of mass.
A history of above center of mass OERs puts you on the “fast
track® for promotion. With a history of center of mass OERs, an
officer will be promoted tc captain, maybe major but not selected
for attendance at CGSC. A pattern of below center of mass OERs
results in separation from the Army.’* The oxganizution has
intenticnally limited the number of officers who can receive
exceptional OERs by monitoring senlor rater assegsments in terms
of who is in above, below, and center of mass officaer.

Seninx raters and ratsrs must critically assess an officers
potential. Since the organization’s promotion criteria are so
broad it is incumbent upon the senior raters and raters to
translate this into clearly defined subjective and objective

criteria linked to their mission and communicate is to the rated

27




officerg. Yet, data shows counselling is a broken skill in the
U.8. Army. The data also shows that senlor raters gemerally do
not disclose their evaluative criteria for success to the rated
officers during the rating period.®® Ambiguous evaluation
criteria and a limited number of superior evaluations generates
interpersonal competition. A competitive interpersonal
atmosphere detracts from a cooperative team learning environment.
This can annoy officers and may lead to ®"cut throat"™ tactics to
gain a better evaluations.

Interpersonal competitiveness becomes even more pionounced
when the ouly pathway to success is through the progressive
command of the limited number of tactical units from battaliom to
corps level.' 1In 1994 approximately 225 infantry lieutenant
colonel (P)’s and colonels were eligible for brigade command
gelection. Only 15 brigade command slots were available. So
15 out of 225 officers win and 210 lose. The 15 selectee’s will
have an opportunity to continue to advance. The other 210
officers will have other chances to ba selected for brigade
command but their probability of selection decreases with each
selection board. If an cfficer does not command at any level
from battalion to division, he has only a fifty percent chance of
being promoted and will then be forced to retire.*

The competitive working environment is further reinforced by
the adoption of pirsonnel management policies that do not allow
an officer a second chance. An officer who recelves consecutive

command OERs and i8 inicially rated center of mass, then above
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center of mass has oaly a 50-50 chance of selection for €GsSC.™

If the officer is not selected for CGSC he can not recover
because non-CGSC graduates are rarely assigned to divisions.®®
But even if a non-CGSC graduate is assigned to a division the
chances of getting assigned to a branch qualifying job within the
division are limited since the current trend is to assign only
CGSC graduates as battalion/brigade S-3s and battalion XOs.*

Officers become aware early in their careers that one
mediocre OER could mean not getting selected for CGSC. Not
getting selected for CGSC signals the potential end of a career.
Officers can rarely prov~ they have made amends for earlier
perceived errors. This heightens interpersonal competition and
detracts from cooperative team learning.

The fourth requirement for a learning organizaticn is the
development of micro-worlds where leaders at all levels can
practice generative learning. Nicro-worlds provide leaders the
opportunity to practice formulating and implementing strategies
and then see the hypothetical impact of their strategy on the
organization. Micro-worlds can also be used to examine current
strategies and doctrine to determine their present and future
impa<t on the organization.

The Combau Training Centers and the Battle Command Training
Program are examples of existing micro-worlds in the U.S. Army.
These training micro-worlds determiﬁa the present astate of the
participating unit and identify areas of uatapped leverage in the

unit.
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With the creation of Louisiana Maneuvers (LAM) and the
leadership and battle labs, the Army has taken steps in the words
of the Chief of Staff Gemeral Sullivan, "To change the way we
change."’® LAM and the battle labs focus on gemnerative
learning.®® They will simulate different environments based on
the perceived changes in the dymamics of the battlefield and then
evaluate the impact on the Army. This will identify what must be
done now to ensure the Army is ready to fight and win in the
future.

The Army’s work on developing and establishing micro-worlds
is truly revolutionary. Micro-worlds such as the training
centers contributed significantly to the Army’s success in
Operation Desert Storm. Development of LAM and the battle labs
provides a means to maintain our doctrinal and technological edge
into the 21st Century.*

The Army’s officers and soldiers are oftemn lauded as the
highest quality Dersonnel in our history. These are highly
motivated and capable individuals who for the most part are
willing to strive for personal mastery and interdependence. Yet,
using CGSC as an example, the Army school uystem fails to
capitalize on this desire tc excel. CGSC, & critical achool in
an officers careexr prograssion, fails to aencourige persomnal
mastery, teambuilding, development of shared institcutional and
personal wvisiona, or systeﬁa thinkin,. The Army’s prumotion
system, the method of compensating dedicated service, is based on

competition not cocperation. This win/lose paradigr impacts on
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how officers are rated and assigned as well as how they chose to
Jead.

In the opinion of General Wiiliam DePuy, the performance and
the level of battle participation of the army as an organization
rose gince World War II to the 1980s from twenty percemt to sixty
percent as a result of the Army’s efforts in education and leader
development.’® Clearly, after examining the Army in terms of
the four requirements for the development of a learning
organization General DePuy’s assessment that there is room and

nead for further improvement remains wvalid.

SECTION III: RECOMMENDATIONS AND CONCLUSIONS

The Army must tap into the potential of its quality officers
and soldiers and focus them on achieving personal mastery and
team learning by improving the education system. The Army can
improve the education system by introducing experiential learming
as the primary mode of instruction at all residence army
schools.” (See Annex B)

The Army identifies practical experience in an operationél
unit as a necessary means to solidify an officer’s comprehension
of the material taught in the school house. The education system
can not be tailored to meet the individual needs of each officer.
Therefore the Army has declared self-development as the most
important aspect of leader development.®

The concept of experiential learning challenges the

assumption that officers can only gain practical experience in an
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operational unit.*® (See Annex B) This concept supports the
Army‘’s assumptions on the importance of self development and
provides insight on how the organization can assist it’s members
self-development. Experiential learming transforms the claséroom
into an environment in which students can learm from each other
while performing concrete group tasks. Expsriemtial learning
allows studenta to learn about themselves, encouraging persomal
mastery, because it requires students to expose their thinking
and mental models to the team. This method of learning taps into
the individval commitment of each étudent to facilitate team
learning. The clearly delineated guidelines for team and
organizational learning to occur are based on the Army values of
courage, candor, commitment, and competence.'®® (See Annex R)

Experiential learning teaches students how to focus on
content and procedure as well as interpersonal process to achieve
team goals. Content Work deals with "what® Lae tu we douwe in
"what® format or sequence. Process work deals with "how" the
team does the "what."!” Teaching leaders/students to focus on
process and content is as required firat step to breaking the
paradigm of not challenging the system.

Using CGSC as a model, the incoxrporation of expezriantial
learning into the curriculum, comhined with tapping into the
potential of the 21st Century classroom being explored by the

Army’s senior leadership'®™

would radically improve and alter
CGSC as we know it today. Before officers could attend the

residence portion of CGSC they would be reguired to complete a
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detalled learner controlled program of instyuction (POI).'®

This POI would be on a data base that would be accessible Arﬁy
wide. The POI would focug on providing officers with the
prerequisite knowledge and skills (content) needed to functionm in
the primary staff positions as well as familiarize them with the
other supporting staff positions.

The residence pcrtion of CGSC would consist of a series of
lgarning experiences focused around team learming as the group
interacted (process) to achieve specific tasks relating to staff
planning, change management, and strategic planning.’® The
residence phase would initially begin with a primary focus on
agsessing and increasing the officer/students personal mastery
and then shift towards team learming. The learning experiences
would teach the team how to learn through systems thinking; how
to anticipate through pattern amalysis, and how to adapt to the
unforeseen and manage uncertainty.!”® Use of the organizational
leadership for executives (OLE) micro-world as the model for the
initial two weeks of the residence phase would incorporate a
highly effective and organizatiomally accepted POI into the
curriculum.®® OLE would provide each student with the base
skills necessary to continually assess their level of persomal
mastery and the effectiveness of their team throughout the
residence phase.

Facilitators ére a key element of the axperiantial learming
process. Baeing a facilitator of an experiemtial learning course

requires a high degree of personal mastery, interpersonal skills
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and an indepth understanding of team buililding and group dynamics,
more s0 than platform or small group instruction. These are
skills we hope to develop in all cur officerg. However, being
able to teach someone how to use these skills to accomplish a
task 1s always more difficult than just deing the task
ourselves.”’

Officers would require an extensive train-up prior to
facilitating a course. With just a single pathway to success,
through the rapidly dwiandling number of tactical commands at
every level, the system would have difficulty providing a steady
flow of successful officers. It would be difiicult if not
impossible to provide an adequate train-up and sustain a steady
state of available quality facilitators.

The perception that failure to command equates to failure, is
dysfunctional because it contributes to the existing ccmpetitive
environment. The Army’s win/loge paradigm for promotion
reinforces this dysfunctional perception. Since the number of
tactical commands are decreasing with the Army’s continuing
downgizing it is time the Army redefined success and opened up
alternate pathways to achieve that success. One alternate
pathway should be success as a facilitator at CGSC or other Army
schools and training centers.

Tha suggestion to allow the continued promotion of officers
who served as instructors instead of commanding at every level

miy seem radical. However, Dr. Robert H. Berlin in his paper,

U,8. Army World War II Corps Commanders: A Composite Biography
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pointa out that the size of the Army between the world wars
limited the number of available command assignments. The Army
compensated for tals by assigning officers as instructors
throughout the Army school system. Dr. Berlin states that his
regearch indicates instructor duty was career enhancing for all
thirty-four corps commanders in World War Two.®® While all
thirty-four corps corpmanders were instructors and served in staff
assignments, only twenty-two had extensive command experience
during this time period. Nine only commanded one or two units
and three, including General of the Army Omar Bradley did not
command between the World Wars,'®

In Dr. Beriin’s opinion, *"One reason for the vitality of the
internal professional military education was the quality of
instructors."*® Implementation of a win/win promotion system
that builds upon the team learning expecrienced in the resident
pkase of CGSC and provides multiple pathways to succesa would
succead ian reestablishing that "wvitality.®" A promotion system
such as this would provide the Army with the requisita fiow of
successful officers to act as facilitators.

Redefining succeas in terms of service as a teacher,
commander, and a staff officer not just as a commander would
imply that well-balanced officers should serve in all three
capacities but not necessarily at every level. For example you
cculd have officers who serve as company commandecs, service
school instructors, battalion executive officers, division staff

office 4, CGSC instrctors and then as brigade commanders.
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Allowing this sort of career progression would significantly.
reduce the need for competiticn between officers. When this
career progression is coupled with the cooperative team learning
experiences in the schools, a cooperative culture will become the
Army norm, not the exception.

There are still issues that need to be examined before this
sort of change can be undertaken. Yet the OLE micro-world and
the group of facilitators that administer the course provide a
solid foundation to bulld upon. The leadership battle lab
provides a micro-world which could possibly model, test, and
develop the CGSC school modules fairly rapidly. The leadership
labs could facilitate the design of the outlined win/win
promotion system and identify the assignment policies to make
this or a similar concept workable and a reality in the near
future.

Transforming the Army into a learning organization will
allow the Army to institutionalize the fostering of intellectual
innovation because learning, anticipating, and adapting to manage
change are the norm. An iandividuals emotional, intellectual, and
physical maturation impact on their ability to lead. If
individuals can not laasxm then they cannot laad because they will
be incapable of identifying their mental models and participating
in team learaning.

Covey’s hablts provide guidance on how to achieve
interdependencs and personal mastery. Senge’s five disciplines

of persconal mastery, mencal models, team learning, shared vision
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and systems thinking outline how to tap into an individuals’
desire to learm and build a learning organization.

The Army can easily meet two of the four requirements
necessary to transform into a learning organization. The Army
has quaiified people who are motivated to strive for excellence.
The Army’s existing micro-worlds provide a generative learning
capacity én& the ability to perform pattern analysis necessary to
fine tune or change the existing structure.

The Army’s education system does not capitalize on the
potential of the individual soldiers and officers. Restructuring
the education system by combining the concept of the 21st Century
classroom and ths experiential learning method of instruction
would encourage personal mastery, team developmeant and revitalize
the Army’s education system.

The reatructuring of the education system would require the
restructuring of the promotion system. The Army would have to
develop a shared organization viasion and collectively define
successful service in terms of imstructor, staff, and command
assignments. Restructurinyg of the promotion system would reduce
¢ompetition and encourage cooperation through win/win policies.
Reduction of competition reduces the fear and penalty of failure
that inhibits innovative behavior. Raeduction of the fear of
fallure facilities and encourages the organizational members to
challenge and change as neceusary the rules of the game.

The vision of the Army as a lsarning organization in which

intellactual inuovation is continually fostered is powerful and
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achievable. Further study and experimentation with the concepts
of change proposed in this monograph will enbance and speed up
the Army’s transformation into a learning organization that is
capable of managing uncertainty by learming, anticipating, and

. adapting to the dynamically changing world environment.
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ANNEX A

Covey‘’s Seven Habits

Habit 1l: Be proactive - we must acknowledge our
regponsibility for our own life. Our behavior 1z a function of
our decisions not our conditions. We must admit that our
conditions today are a result of decisions we made yesterday. We
have the responsibility and the initiative to use our conscience,
imagination, and free will tc act upon our conditions rather than
have our conditions act upon us. Responsibility means that
betwsen a stimulus and ocur response, we have the ability and
freedom to choose that response. In order to become proactiée we
must identify our circie of concermns; all those concerns we have
an emotional or intellectual stake in., Then we must identify our
circle of influence; those concerns which we can control directly
by working on ourself and correcting a hablt and those we can
control indirectly Ly changing the manner in which we attempt to
influence scmeonc else. Habit 1 will allow us tc begin to
influence our conditions in the future.

Hablit 2: Begin witk the end in mind - Covey asks us to
projact ourself forward in time to our funeral and imagine what
it is we would like people to remembgr about you. Idgntify what
things we would want them to say in our eulogy. Now use theaa as
the criterion to build our paradigm by which everything else w&
do in life is measured. Keeping that paradigm in our conscience

and managing ourself each day to work towards achileving the
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criterion will allow us to maintain a daily focus on what truly
matters to us. This pattern follows the idea that everything is
created twice. There is first a mental creation, a goal,
followed by the second or physical creation, the achiesvement of
that goal. Leadership deals with the first creation and provides
purpose, direction, and feeling necessary to identify what we
want to accomplish. Management providea control efficiency and
rules that enable us to identify how to best accomplish our
goals. Being proactive allows us to become cur own first creator
or our own leader.

Eabit 3: Put first things first. Now that we took contiol
of our lives and are providing ocur _wia leadership it is time to
learn how to discipline or maunags cur elves so we can accomplish
the second creationm.

Covey introduces the ldcz of fourth generation time
management whose primary forus is relationships and results with
a secondary focus on time. He introduces the time management

matrix in Figure 4A which is broken into four quadrantas.
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He explains the need to flrst focus on the issues in quadrants I
& II, the urgent and important and the nom-urgent and important
issues by saying no to quadrant III & IV iasues. Once we focua
on quadrant I & II issues now we must solve our quadrant I issues
and put our primary focus into quadrant II. This will allow us
to achieve the quadrant II results shown in figure 4b which in
turn preempts quadrant I issues. A quadrant II focus provides
the discipline and enables us to effectively control our
conditions so that we can achieve our mental creations or goals.

Focusing on the first three habits allows us to achieve the
private victory of independence. We possess the foundation of
self-conirol, leadership and discipline necessary to build solid
relationships with othars. Covey explaina establishing a
relationship with others in terms of opening a jocint bank account
for emciions. Covey identifies six ways to make deposits or:
withdrawals intc the emotional bank account. They are;

o Understand the individual - we must touch a person’s deep
interests, we must get beyond their facade.

© Attend to little things - little kindness2s and constant
courtesy are always appreciated.

0 Keaep commitments - Promige only what we can deliver on;
ba honest or confirm our words to reality.

¢ Clarify expectations - Ensurs they are explicit and

understood up front do not assume they are.

41




o Show perscmal integrity - This generates trust, integrity
confirms reality to our words, for example, by being loval to a
person who 1s not present.

o Apologize - When we make a withdrawal - we are not

perfect and when we make a mistake in one of the other five areas
admit it and ask for forgiveness. Understanding these six
methods of making deposits intoc our joint emotiocmal bank accounts
allows us to focus on maintaining the PC of those relationships
necessary to achieve the P, the desires result of
interdependence; Synergy, openness, and positive interaction with
others. Covey staies every problem with the production of our
relationships is an opportunity to build up the PC of the
relationship. How we react to the problem dictates the effect.
If we react to the threat of the problem and become defensive or
clnsed we are making a withdrawal from the joint account. But,
if we remain open and attempt to identify the root cause of the
problem we demcnstrate our commitment to the relationship and
make a huge deposit thus building up the PC. Thus, *. . . the
moment wa step from independence to interdependence in any
capacity we step into a leadership role.? Thisz is because we are
influenced by others. The next three habits will illustrate how
to build up the PC of our relationships and generate the desired

production.

*

Habit 4: Think Win/Win - This is a philosophy of human
intaraction that only an independent person can chose because it

requires maturity and a desire to achieve mutual benefit.
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Win/win and win/win or ao deal are the only viable pazadigms of
human interaction in an interdependent relationship. Three other
paradigme of human interaction, win/lose, lose/win, and lose/lose
require someone to lose and the fourth paradigm of win focuses on
just half of the relationship and results in a withdrawal from
the emctional bank account. To achieve a win/win solution or to
agree to disagree (no deal) requires the courage from both
parties to explicitly identify their desires the consideration to
truly understand the other sides feelings and the maturity toc
recognize good psople can have a completely different perapective
than us. Relationships chat do not remain mutually beneficial
will be severed. Win/win thinking generates cooperation instead
of competition. Ccmpetition has a role in sports or the mariet
place but within a relationship or an organization cooperation is
much mors beneficial. To pursue a win/win philosophy requires
learning how tc listen so that we can demonstrate we are
congidering the other party’s feslings. Habit 5 fccuses on
learning to listen.

Hablt 5: Seek first to understand, then to be understoo& -
Wa get very little training on how to listem but we get years of
training in speaking, writing, and reading. When we listen we
tend to focus on replying rather than understanding. When
counseling we respond in one of four autobiographical reasponses;
wa aevaluate, probe, advise, or interpret. We evaluate from our
frame of refereonce and we probe, adviss, and interpret based on

our experlenceas, behaviors, and our motivea. Covey states we
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need to listen empathetically, meaning we listen with our hearts
‘and ayes ag well as cur‘;ars. We study osutward beha.lor aad
sense the feeling and meaning. We get inside the perscons frame
of reference and try to see the problem f£rom their perspectiﬁe
befocre we prescribe a solution. %Because wa really listen we
become influenceable and being influenceable is the key to
influencing others.* Empathetic listening allows us to expand
our circle of influence because peoples will be more willing to
liscen and undefstand us once they feel we have listened to and
understood them.

Habit 6: Synergy - It means the whole is greater than the
sum of the parts. Synergy is a result of the other five habits.
Synergy requires the willingness to value the difference in
others and an acceptance of others diverse perspectives. Synergy
focuses on combining these differences to achieve a greater
understanding of each other and life. To create symergy we must
truly be open and honeat with others so that we can build teams
and develop unity and creativity with othera.

Once we experience the synergy of a'ralationships we have
achievad the public victory of an interdependent way of life. In
order to sustain our ianterdependence wa must invest some time in
maintaining the PC of ianterdependance ourself.

Habit 7: Sharpen the saw - Covey 1is referring here to
achieving balance gelf-renewal. We do this by focusing on
renewing ourcelves in terms of our physical, intellectual and

spiritual and social emotional dimensions. Maintain our fitness
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and health (physical dimension). Seek to continucusly expand our
frame of reference, develop our mind {(intellectual dimension}.
Provide purpeose, direction, and motivation to our lives by
staying in touch with our core values (spiritual dimension).
These thrée dimensions focus on sustaining habits 1-3. Our
social/emotional dimension focuses on'habits 4-6. Our
social/emotional life is a function of our interpersonal
leadership, our empathetic listening, and our desire to establish
meaningful relationships with others. Habit 7 allows you to

. sustaln our interdependsnce and enjoy the fruit of deep

relationships and meaningful interpersconal interaction.
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ANNEX B
The Learning by Experience Model

This model is based on a cyclical learning process of five
separate but interlocking procedures. The emphasis is on the
direct experiences of the learner. Since experience precedes
learning, the learning or meaning derived from any experience
comes from the learner himself, An individuals experieace is
unigue. No one can tell him what he is to learn or gain from any
activity. It is up to the individual to learn.

Each CONCRETE EXPERIENCE is our entry point to the model.

CONCRETE EXPERIENCE

Suspend Judgment
Concentrate on the Present

APPLY COURSES OF ACTION PUBLISH & PROCESS
Try New Behavior Reflect on What Happened
Why These Outcomes?

DEVELOP COURSES OF ACTION GENERALIZE INFORMATION
What I£? Lecture/Theory
Will This Work Better? ~ Clarification

S~

EXPLANATION OF TERMS

Concrate Expsrience

The process starts with a concrete experience. The student becomes
involved in an activity; he acts or behaves in some way or ke does, performs,
observes, seesz, says something. This initial experience is the basis for the
entire process
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Pubklish and Process

Folleowing the experience, the student discusses or *publishes®" his
reactions and observations with the others who have either experienced or
observed the actiwvity. Then the student explores and evaluates (processes) the
activity.

Generalize

After the processing the mext step is to develop principles or
generalizations from the experience.

Develop Courses of Action

Generalized learnings often show that other courses of actions are
appropriate if an event or experience is repeated differently. Using the
knowledge obtained from tha learning experiexnce, students form an action plan
for bringing about the desired outcomes.

Apply Courses of Action

The final step in the cycle requires using and testing the new learning or
discovery. This is the experimental part of the experience based model. The
using and testing the new learning or discovery. This is the experimental part
of the experience based model. The using and testing, of course, becomes a NEW
EXPERIENCE which starts the cycle over again.

EXPERIENTIAL & INTROSPECTIVE PROCESS INTERPERSONAL PRCCESS
Produce behavior ) Expose it to others
Examine behavior > Get reaction from others

(Feedback)
Conceptualize the learanin »Practice it on others
Evaluate the 1aarningw%*f’”’”"~”d—‘—"’“‘—”——"—'—_:;Get reactions of others

(Feedback)

' Generalize the learning
beyond the group

NOTE: Thias model was adapted by OLE from David Kolb, Learning Style Inventory
Technical Manual by the U.S. Army Organizatiounal Effectiveness Training Center,
Ft. Ord, CA (ST 26-250-6)
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GUIDE LINES FOR ORGANIZATION/GROUP LEARNING
- Be honest with everyone, including yourself. (CANDOR)
-~ Stay here and how. {(COMMITMENT)
- Speak for yourself. (COURAGE)
- Speak directly to the persomn addressed. (COURAGE)

If something is happening that you don’t like, take
responsibilzty for doing something about it. (COURAGE)

- Take a risk (go beyond your "self-imposed® limits). (COURAGE,
COMMITMENT)

- Remain sensitive to yourself and others. (COMPETENCE)
- Participate. (COMPETENCE)

NOTE: This material is copied from the Grganizational Leadership
for Executives "Course Introduction® Text pp. 3-5.
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